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SUBJECT ¢ Year-End Report, Intelligence School

1. The Intelligence School, formerly the Basic School, has
completed its second year. This report is a brief summary of what
has been accomplished during the past year, and an outline of major
lines of activity, as we now see them, that lie ahead.

2. Three broad types of astion took major attention during the
Yyear:

a8, Operation and improvement of a going program of training
activities,

b. Building of a new Intelligence School organization,

following the merger of elements of the former Intelligence and
Basic Schools.

G, Development of individual staff members, both in terms
of their usefulnsss to the Agency as producers » and in furtherance
of their aspirations as individual, human beings.

3. With respect to the first major line of action, keeping the
program going, established training commitments have been given first
priority. The Intelligence School has maintained its record of never
failing to present a scheduled oourse for which there was adequate
demand. The record shows that there have been very few instances where
the School has expended time and effort in scheduling activities for
which effective demand failed to develop. To maintain thie record has
not been easy this year, because reorganization has meant difficulties
in assignments, space, and timing., These were met and overcome. The
former Intelligence School staff housed in Wing B, Aloott, is now housed
in R & S Building, as is the Management Training Faculty, Limited
olassroom space has been adapted for use inR & 8 Bullding, and its
ocoupancy tightly scheduled. Other space, facilities and staff have
been found, occasionally on an improvised basis s and all standing
commitments have been met.
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SUBJECT: Year~End Report » Intelligence School

L. In the second task, bullding & new Intelligence School
organization, we have made a solid beginning during the past year,
Elements of the former Intelligencs School have beoome affiliated
with the new organization. Assigned under a very flexible working
arrangement, they have continued the former programs, chiefly
Intelligence Techniques, 00/C Refresher and Writing Workshop, and
have begun to work on progran development. Jointly, staff members
from both the former Intelligence School and the former Basic School
are studying possible new program activities. Some degree of staff
interchange between the formerly separate faculties has been achieved
in conduoting programs as well, e.g., in the Intelligence Qrientation.
Representing five months!' work, this is only a beginning. The tagk
ahead in this field is a dual one, of devising, testing, and securing
Agency (and especially DID/I) acceptance of new offerings; and of
building a specific organizational pattern sulted to current needs.

It is our aim to bring about an arrangement which will permlt fuller
use of all staff members, will ensure responsibility for each training
presentation, and will encourage the exercise of initiative, It is
through such long-term developments, still to be achieved, that the
hew organization can become fully integrated and effective.

5. The third major cbjective, that of career management, has
continued substantielly unchanged during the year. Individual problems
have been made more complex as a result of reorganization. 4 major
carser planning effort has been to find the right job for individuals
within the Intelligence School. The basic aim reported by the Intelli-
gence School a year ago is still valids

"The development of individual staff members » and through
them our total capability, is a continuing objective consistent
with the OIR approach to supervision and career management.
Examples of internal reassignments for development purposes,
use of the understudy system, assignments to internal and
external training, and particular supervisory attention to
individual cases, are to be found in all parts of the School.
What we are after performance-wise is a staff which, individu-
ally, has a primary specialization plus enough versatility in
other fields to be able to help where help is needed; and
career-wise, people who can expand progressively their potential
usefulness in the Agency as a whole.” '

6. Speocifio matters in the Intelligence School calling for atten~
tion in the coming months are for the most part related directly to our
product-~training offerings--and can best be described in connection
with specific activities.
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4. Intelligence Faculty

(1) Contimue operation of major golng programes such as
the Intelligence Orientation and Intelligence Techniques » and
with continuing attention to sharpening presentetions.

(2) Further integrate s on & solid, long-term basis, the
aotivities of former Intelligence School with relsted activities
carried over from Basic School; and build a detailed organi.za~
tional pattern and chein of command to fit.

(3) Develop, as rapidly as ideas s staff and availsble
facilities will permit s & program of new and adapted component-
tailored training courses » designed for and accepted by specific
groups of users.

(4) Complete detailed plenning and coordination of a
L reading-package version of Intelligence Orientetion, for long~
term Agency employees who have not had Intelligence Orientation,

material,

(5) Wwritings Outline a systematic and realistic training
coverage of writing suited to Agenoy needs; and within limits of
available resources, present a range of programs which will
satisfy these needs.

(6) Mapss Complete plenning for, and present, a course in
the use of maps in intelligence.

(7) Research Methods: Explore the possibilities of such a
course for ID/I enalysts, in the form of advenced or refresher
training, using the development process as a means for strengthen-
ing Intelligence School liaison with DD/T components.

B. Management and Supervision

(1) Continue to expand the rece ed Speeie.l" Manage-
25X1A ment programs in DD/I and DD/P, %heuever the
component head is willing to leave Fe quarters.

(2) Develop and use an effsctive form of follow-up meeting
for students in Basic Management and improve the form used in
Basic Supervision.
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SUBJECT: Year-End Report, Intelligence School

(3) Continue to extend ths coverage of Agency supervisors
and middle managers by soms form of basic management training;
an estimated 30% of eligible Agency supervisors and middle
managers have so far received such training,

C. Administrative Iraining

(1) Strengthen the vital Tradeoraft phase of Operations
Support and Administrative Procedures instruction,

P (2) Study the present coverage of administrative training,
with 2 view to finding new areas of training need, .especially
for middle-grade and senior support, personnel, by function,

(3) Continue collsboration with the Operations School in
developing systematic training coverage of dispatches and cables,

(L) Publish in the form of Training Manuals at least two
handbooks, one on Finance and one on Logistics.

D. Clerical

(1) Continue to provide s 88 at present, three-way coverage
of the clerical field, with, in addition, attention to special
services needed by componsnts or groups which lie within
capabllity of present starff.

B, Orientations

(1) Solidify the job assigned the new Orientations Officer,
through firming up liaison chammels » broadening experience and
capabilities, and winning confidence of those using the Orienta-
tion function.,

(2) Secure a broader coverage for Dependents! Brisfing
(actually, a Dependents! Orientation) through persuading the
operating organizations to plan shead and more effectively to
make use of the progranm.

(3) Continue to offer briefing at the request of the ares
divisions, with the expectation that clear definition of the
scope of briefing activities of the Orientations Officer will
gradually come about through usage and practice,
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F. Reading Tmprovement

(1) Continue to present reading training to Agency personnel
on the present bagis, at &bout present volume.

(2) Produce an anslysis of the readability of certain types
of written matter in use in the Agency. One object will be to
indicate components or types of material on which training in
reading or in writing should be concentrated,

G. Instructor Training

(1) Continue present flexible, semi-~-tutorial basis of
training, with increased effort to adapt to needs of Headquarters
staff,

(2) Find at least one additional instructor to present
Instructor Training, for better backstopping and flexibility.

7. With respect to the Intelligence School as a whole, four further
factors are being taken into account in plans for the immediate future.
One is to make a more systematic arrengement between the Chief and Deputy
Chief, s0 as to cover adequately administrative detail and to assure
attention to program development. Second 1s to plan and carry out staff
replacements, as these are brought about by rotation and attrition, to
fit long~term objeotives and to provide as far as possible for individual
accretions of strength and competence in each personnel action. Third is
to continue building in the Intelligence School a sense of unity as a
working group. Fourth is to try to maintein in the Intelligence School
its present dynamic and flexible approach to program development, even
within sharp limits of T/O and space.

8., This report has dealt in broad terms with the program accomplish-
mente of the part year, (further detsil as to specific program developments
is contained in Tab A, Instructionel Summary), but the report has given
major attention to emsrging preblems and possibilities, and to the lines
of action we anticipate for the future. This emphasis on planning is a
reflection of the priority in effort currently being applied. We feel
thie to be the right emphasis for the second annual report of the Intelli-
gence School, an organizetion which has a short histo 8 1 future.

Acting Chief, Intelligence School
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INTELLIGENCE SCHOCL

Novenber 1955 through October 1956

Year Ago

Today

Intelligence Orientetion Faculty

Intelligence Qrientation: A 3wweek
course; just commencing a new sched=
ule of 11 presentations per yeal's

nGounty Fair? viewed by Agency
personnel, with rare visitors.

An American Thesis, in preliminary
documentary form, in use as course
- material.

Tntelligence Orientation, a li~week
presentation, with a full two weeks
devoted to Introduction to Intelli-
gence. In the year, 1076 students l/"f
took BOC or its successor, the IO.

Organized effort to bring in selected
representatives of the Intelligence
Community resulted in nearly 100 JAC
guests of DD/I components visiting
the County Fair--a service both to
the guests, and to the DD/I components
through which they were invited.

An American Thesis in increasing
demand by studente and other Agency
users, to the extent of 880 copies.
Seventy more glven to the State
Depsrtment at their request.

Preliminary negotiations and plans
made for a synoptic orientation
ocourse for Sscurity Officers going
oversess.

Tntelligence Faculty (Other than IO)

Intelligence Principles and Methods
being conducted as a post~orientation
program, without specific training
target.

00/C Refresher offered twice a year.
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Intelligence Techniques, successcr
presentation, designed and being
presented primarily for JOI''s, with
specific and limited perticipation
by DD/I components and NSA.

Continued offering of 00/C Refresher,
with preliminary plans underway for
extension of the component-tallored
Refresher idea to other organizational
units of the DD/I.
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Year Ago Today
Other intelligence training limited Writing Workshop continuing.
to Writing Workshop. Preparation of one new program, on

the use of maps in intelligence,

well advanced; other types of special
training for intelllgence analysts
under study. A common theme cen be
fourd in this planning, of breaking
away from rigid preceptorigl frame-
work, and to adapt basic material

to a variety of groups so as to
increase production capability.

Management Training Faculty

Bagic Management establisghed as a Continued progress: in the familiari-
presentation, with 339 Agenoy zation of Agency middle-level personnel
middle management personnel having with the pattern of management require-
taken one of 18 presentations to mentst L91 students have been reached
date, in a total of 28 presentations through
November.
Basic Management the only form of Four presentations of Management
training for middle management, GS-11 Conference, two at Headguarters for
through GS-15, B Diviston and IR onc:

for (RR and OS5I, covering grade ranges
GS=-12 through GS5-18. Designed and
accepted as a component«talilored
service by OIR.

Basic Supervision completing its Fourteen presentations for 240 first- |

first year, with 10 presentations. line supervisors, GS-5 through GS-1k.
Demand intermittently heavier than
regular schedule of 10 presentations
could accommodate, with the result
that |} extra presentations were worked
in during the year.

Follow-up meetings had been held Follow-up meetings, as a means for

for 7 of the first 10 classes. testing the tralning content, and of
fgluing in®" the training, held eight
times during the year.

Administrative Training Faculty

Operations Support in operation as Continued presentation of Operations
a five-week course. Support, six times during the year

to a total of 228 students. Well
. over half of these were from the DD/P.
Approved Frmmmomo : GIA-RDR,
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Today

Reading Improvement

Commencing staff reduction from 6
to 20

Programs concentrated on general
reading improvemsnt and analysis.

hy 8%

Staff stabilized with two inatructors.,
The junior instructor being trained,

Reading Improvement and Reading
Analysis continued; services to meet
8pecial needs provided, e.g., Document
Analysis Workshop, Cable Reading
Improvement,
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Visual Alds Staff
June =~ November 1956

1, The Visual Aids Staff was assigned administratively to the
Intelligence School in June 1956. It has since undergone several
changes designed to maintain output, improve morale, and establish a
gsowyl basis for future operation. These changes are not yet complete,
but a considerable overall improvement can be reported.

2, The Chief, Intelligence School, took personal charge of the
staff, particularly in dealing with personnel matters and factors
affecting morale,

25X1A 3. Mr.qwas assigned as additional duty to oversee the
shop schedule and dally work, to the extent permitted by his regular
duties. Procedures and work methods were revised to allow for better
flexibility, priorities and exchange of work.

h. A systematic effort was made through time-conswming individual
and group mestings to let the artists know where they stood., The
former chief had transferred out at the end of May. By November no
others had left, though in June all of them were asking to transfer.
(After the close of the period being reported, one man who had indicated
his intention to resign did so.) The other four members of the staff
have decided they want to stay in OTR, have withdrawn their requests to
shop, and have prepared Career Plans accordingly.

. 5. With the help of PO/TR, reclassification study of the positions
was started to provide a sound pattern comparable to those of other
shops in the Agency. (At the end of November this hsd produced satis-
factory results,)

-~ 6. The artists were encouraged to seek increased contact with
instructors and to take opportunities to see their visual aids in use.
Work was begun on a visual alds manual for instructors! use.

7. Efforts were underway at the end of the period to £ill the two
vacancies in the Section. One slot was earmarked for an applicant being
processed in, and tentative plans were being made for £illing the key
vacaney, that of chief of the Section.

8. These msasures were effective., There was a marked upturn in
morale, and at no time did the Section fail to produce a reasonable
amount of work of acceptable quality. However, at the end of October
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the Section was not yet ready to run without aspecial attention. The
emphasis during the first five months was, of course, on getting out
production and in putting various grievances in order. A coatinuing
effort will be made, so long as the Visual Alds Section is in the
Intelligence School, to upgrads quality both in visual aids and in the
use made of them by ilunstructors. Over the long run the aim will be to
staff the Sectlon out completely, with its owm builb-in supervision;
and to achieve working recognition by the artists and those whom they
serve, that the artist is the effective special assistant of the
instruector.
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